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e mm-aarﬁwmmswmww, Banfield
ineluded diseuseion of statements and theories contained in books by
Herbert A. Simon, MWI.MWM&M, Jr., Bdward C.
Banfield and othars. Considerable attention was given to the following:

&, The generslly socepted prineiples of organigation such
&s speclalization, undty of commend, span of eontrol, and
orgsnisation Yy purpose, process, eclientels, and lacs, are
sbdguous generalizations are similar to the preverbs which
coss in contradistory pairs.

e A new organizational vocabulary is nsedsd to provide an
m&m definition of terms which will pmrudt a selentific
spprosch to organisation and deelsion meking, The sclentifie
spproach requires measurebility,

B xtamﬁa%mmwmmmmmmm
opfosed to sonventional prinei whiol determine the organisation.
The influenees whish are br t to bear upon the decision msker
are a part of the eonslderation of the dlstridution of decision
making. The canstrustion of an efficient organigation is &
mmﬁwmmm@

d. Simon has eomstrutted a modal of rational deeision making,
mmmmmsmﬁmarmuwmmaﬂ’
sonsaquences, tangible and intangible, and the selec of that
almmtiﬂorattofumumﬁﬁahmtemofmmef
values best suits the ends io be ascamplishaed, Jinge it is

to deterwdne g1l of the consequences of all alternetives
there can be no complstely rational desisions under Siments definition,
however, some des! ¢an be more rational than others. The
mzswnsmwmmwmapﬁmm@umtm
‘available and the cost of researeh into altarmatives and consequUencas
in sonsideration of the snd value system.

~ ®s A selentifie spproach to deseription of an organigation
{decision ng process) although less than rational requires the
sonsideration of all lowwm and reasomably obtainable diagnostie
and is a better cheek list than the rag bag of conventional
8 or 83 Simon eslls them—proverbs, Nevertheless, the
o8 may be useful as eomwon mythology even if they are not

£. Simonts definition of mtionality, which is coneerned with
the aﬂa;;xm of a ferred belmvior algmtim in temme of some
myotens values sonsequences of belavior ean be svaluated,
is furthered defined as follows:

Sioms
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Ubjectively ratiomsl that whieh is in fact eorrect

Subjestively ratiomal 1imited to knowledge of subject
by desision maker

Conaslously rational a emmeglons process

Deliberetely ratlioral a deliverats process _

Orgardgntionally rationsl orisnted toward organisation goals

Parsonally retional oriented ioward personal goals

g, Unanticipated eonsequences of decisions are sometimes more
ortant than snticipated consequences and, if favorsble, are
fwmﬂy eongidered by the organization or the decision maker as
though they were a part of the original plan.

hs The use of Simon's modsl for ratioonl deslsion direets
sttention to the mont rtant ends of the organimation, both
asotive snd contextunl, TL is recopniged that in the interest of
eompetitive tusiness, mmla and publie opinion, two end
mey acetimes be required—one for public conmumption and the real
end system whdch 1s in possession of a few who run the organization.

i, Bnds thet are genorally stated do not permit the sseosplish-
sent of organigation. A way somehow must be found to determine
specifie ends, There is no mms.fia or research way to mecomplish
this purpose; ibemfsmgoedi“ dgnent must be used. A few pecple
must lond thelr moral faeilitles to the orgmizatim This io
essantially sn ethical or morel queetion of judgment

3« Barpard's theory of organisation is essentially the sume as
Simm¥s regarding the decision making process bul ls expressed some-
what differently and deals more with luman behavior. He etates that

orgardzational purpose is nothing more than to faeilitate the
mtifiuatim of the motives of individusls., In Barmardts language
there are no aenployees or members ofanargmimtian. They, and all
eustomers and others who affect, or are affested by, the organisation
are Meontributors to setivity.” In the nommal state of alfairs the
indtvidual doss rot want to contribute his activity to the purposs
of the orgarization, The organdsation must find » way to reconcile
the differensss between the individunl?s motives and the organismsational
popese, and elicit hip eontribution.

kK« Proquently the organization modifies its purpose to satlisfy
the individual. Alternatively, the organization bends the motives
of the indlvidual into general agreamsnt with organisational purpose.
This is done by incentive or persuasion {imgluding fear of loss of
iob) and may be cbjsctive or subjective. The organization must
maintain an e@illibriunm between organisational purpose and individual
motives and must carefully dispense and replenish its stocke of
inzentives, such as prestipge and other emcluments.
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1. Inereasingly more attention is being given to the possibili
of msling & sclents of administration. Many feel thnt ttwpgm:z fw-w
decades will see progress in this direction.

2. The firet cerdes of five three-hour seminars lsd by Mr., Martin
Me@&%tﬁt&eﬁg@mmm The diseussion was based in pert
upon experience | surveys industry. Following is an outline of smue
of the toplos which were conaidered: °

8. the decision meker and his world persomality ebaraeteristics
of suseessful executives studied in iném?;y °

decisions commdt self and organimation - not m '
art rganizat, mry pecple

uncertalinty of information - abstract inforvsstion

times extenwion - ueertainty in risks

apersting in relative lack of strustured situstiocn

position of leader - tons setier

suthority figure - targel for hostility as well as affeetion
satalyst - sparking the group

aykbol of eoheaion, energy and direstion

Sdge -~ arbitrator

eonoerned with self - status, fears, and ambitions

soncerned with other people - larger organization - pensrel

b. Payehologieal factors in desisions
ingight into other peopls
timing ~ alloeation of time
. abjestivity |
responsibility to organisation to meximige self
sensitivity to othere :

Approved For Release 2003/08/27 : CIA-RDP78-04718A002400440165-7

. ™




Approved For Release 2003/08/27 : CIA-RDP78-04718A002400440165-7

= —

apprehension of failure
intellectual charscteristiss - medius
sttendion concentration - single fores
mnipulate time |
ability to tolerate ambiguity
adility to judge conditionm and attitudes
eonditioning of decision maker and those affected
sapacity to withhold arctien
sbnormal drives for power

te Influencing deeisions of others
supervisors
associates
subordinates
administvation of freedom - problems of fresdom
group deelaion
taehniques of demceratic action
techniques of authoritative sction
#2 position dispansebls ~ hardest job
how to win & ewnlerencs

4. Strategy and tastics in decigion making
status
bask door
role as lesder ~ not teshnician
we of power
ealoulate and manipalate course of astion
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Horality and ethical considerstions and exeeutive behavior
relationship of what Pought” to be done to what has to be dome
self-family-other organisations—general wellare

secepted prastice for group - morality

golden role - ethics

3. The serdes of ive three-hour seminars lad by Hessrs. ¥alooay,
Gradeine, and Marrison conserved a varlety of topdes on the genmerel subject
af&m&uatimincludﬂngt

B

Formal, informal, wyward, downmrd and lateral scssunications

ﬁi.startim due Lo physisal distance
ortism 4dne to hﬁml distance
Mxﬁm due to iutermtatim

Communieations--persons to person, telephone, personal
Istier, memorandun

Role ~ veneer
Stimm oqx_dmt, inferential kmowledpe

Past ~ inference - opindon

Promotion of agreement on cbservation - classes of things
Constantly date things learmed by sxperience - outdated imase
Pelating soeial situation to group.

Pim“hmmnutnigm
Captain wus sober last ndght.

Sengitivity-perspective-insight

Informal emintimatu aw.ntwmmﬁr?ém

Food back - hding to prove wore

Mpssage interpreted in light of reeiplentts own situation at
the moment. m of the Brigade

¢ Layte
mw temn
gys
Stimmlating setive support of employees by group pertieipation
in selestion of sseounting fim, etc.

gg:m of words

Realistic elmnge se nanes attached {0 them change
Conforsity - mubtomotdlss ~ housing, ete.

Supervisors resentment st pressure %o puy more attention to
people - tayminolopy - make his job sasier

. Vossbulary - larger steek of symbols
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Le The second seriez of five three-hour seminars lsd by Mr, Martin
sonserned the commmnleator and his behavior, and ineluded the

generally
following toplea:

&

Parposes of compminstions - eonvey information, develop

rules, make coordinated decisions, get people to move, modify

astion.

ke
1.

Pundamentsl problems in team operation
Balance between rules and intultivensss.
Conflict between formal and informal patterns
Art of argument

Hendling hostility

3elf drematisation

Strategems ~ getiing best of srpment
Pollow-up systen

Rules to describe miles

Rules for political purposes

laws, hipgher headquarters directives, own headquarters

dreetivers

iy
e
s
P
= 2

S5« 4 mm:«m orkshop™ was conducted by My, Kenneth lagood on
Hie was sssisted by Dr. Martin Haloney, Dr. Vern Kallejain,
Also monditoring and assisting

July 5, 6, and 7.
Miss Charlotts Evans and Mr. Gersld Knight,
in a part of the workshep were Dr. Norman H. Martin, University of Chicago,
Mr. Joho Meoy, U,3. Clvil Servies Commission, and Mr., Bernard Drauhelim,

Ruleg used in original forms - those supplemented
Inter-persoral relations

Pramework for understanding others

Reoiproeity

Handling mediocerity

Persormel Offiser, Department of Apriculture.
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In the "workshop” the forty students of the four week institute and

the two-weok seminar were divided into three distriet offices of Ageney X
reporting to & regional "eommissioner." The "Reglonsl Compissioner” was
glvem a vague and general problem which he passed on to the "Distriet

rRgers.” The "District Managers" immediately held a conference with
thedr Division Chiefs, Dranch Chiefs, and Assistant Braneh Chiefs, to
sxplors the problen and corrective measures. The test did not soncern
the sffectiveness of corrective messures as much as the manmer in whieh
i%;@m developed, the effectivensss of commmisations, laterally and
in shain of commmnd, and the interpersonal relationships and course
of lumen behavior which resulted from desling with the organisstion and
the problem, After amalysis and group discussion of the first conferences
the prosedurs was repesated with snitirely different results,

A Meonference’ was then held by the "Regional Camnissioner™ with
his three "District Mansgers" audited by all of the other students and
the program staff. A group eritique of this comference and a diseussion
wmmmmmwmmmmammm
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